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Introduction
Business-to-business electronic commerce is anticipated to exceed $800 billion by the end of 2002 (Bowles, 2002) and the growth in trade through electronic marketplaces is now a major contributor. The purported benefits to be gained from electronic marketplaces include the contribution they make to simplifying procurement, and the advantages of seamless integration, global networks and extensive new relationships (Downes and Mui, 1998; Raisch, 2001; Sculley and Woods, 2001; Tumolo, 2001) . In reality, the dynamic and immature environment of electronic marketplaces is complex and, at present, bewildering for many companies, and there is a reluctance to participate on the part of both buyers and suppliers (Aberdeen Group, 2001; DeeterSchmelz et al., 2001; Wise and Morrison, 2000) . As technological advances and use of the Internet becomes even more ubiquitous, electronic marketplaces will evolve and adapt to prevailing market conditions. Early indications are that some form of e-marketplace will provide the medium for an increasing share of online transactions in the next few years (Aberdeen Group, 2001 ). In both the short and long term, therefore, non-participation will be damaging to individual companies as the impetus towards majority participation gathers pace (Downes and Mui, 1998; Leebaert, 1999; Sculley and Woods, 2001) .
It is not possible to accurately assess the number of electronic marketplaces on the Internet, although some reports estimate the number of globally operating marketplaces to be approximately 1,000 (Hurwitz, 2000; Tedeschi, 2001) , each with its own range of transaction mechanisms and additional facilities. However, the proliferation of electronic marketplaces in the last five years is recognised to have peaked and a period of consolidation is beginning, with a predicted reduction of approximately 75 per cent in the number of e-marketplaces (Forrester Research, 2000; Spiegel, 2001; Tedeschi, 2001 ) by 2004. In this dynamic environment several classifications of e-marketplaces have been developed and assessments of which types are most suitable for different procurement purposes discussed (Choudhury et al., 1998; Kaplan and Sawhney, 2000; Piccinelli et al., 2001; Tumolo, 2001) . However, there remain difficulties in supporting the process of selection of an electronic marketplace by prospective participants where these companies' needs do not balance with the classifications described. There are also differences between the requirements of a prospective participant for buying purposes and those organisations seeking participation as suppliers. This paper, therefore, based on a content analysis of a large number of research and practitioner articles, analyses the issues which contribute to the decision making processes of organisations seeking to purchase goods and services in the electronic marketplace environment. Content analysis is a method in which researchers examine artefacts of social communication, which are typically written documents (Berg, 2001) .
The first section of the paper defines the nature of electronic marketplaces and presents and analyses existing classification models. The following section provides details of the issues addressed in the research and practitioner articles and Web sites. All of the issues are documented and classified according to broad themes. The usefulness of the framework is then discussed along with the limitations.
What is an electronic marketplace?
Definitions of electronic marketplaces are surprisingly diverse, ranging from the broad description of electronic markets by Malone et al. (1987) as ''information-technology-based governance mechanisms'' to Bakos's more buyer-seller orientated ''interorganizational information system that allows the participating buyers and sellers in some market to exchange information about prices and product offerings'' (Bakos, 1997) . In this paper we refer to the Internet-based trading systems defined as ''a distinct system of suppliers, distributors, commerce services providers, infrastructure providers and customers that use the Internet for communications and transactions' ' (Federal Trade Commission, 2000) . The proliferation of these electronic marketplaces in the last five years has resulted in a wide diversity of ownership and business models, and many different classifications have been offered aimed at providing some level of clarity to prospective participants. At the most simplistic level, e-marketplaces can be defined as either vertical or horizontal although this is no longer a clear-cut separation. Some larger vertical marketplaces such as Quadrem have moved towards a more ''complete solution'' (http:// www.quadrem.com) to procurement needs and horizontal marketplaces such as freemarkets enable the purchase of industry specific goods (http://www.freemarkets.com). Recognition of the different business models in the e-marketspace has enabled some clarity to be given to a difficult and confused market environment. However, the speed of development and change has prevented a coordinated model from emerging and the complexity of e-procurement issues has further hindered the process. Nevertheless, an examination of classification models does provide a background for the development of a selection framework for e-marketplace participants. Kaplan and Sawhney's (2000) well recognised electronic marketplace model focuses on the procurement aspects of electronic marketplaces. It differentiates purchases into manufacturing and operating inputs, then further distinguishes the method of purchasing into spot (fulfilment of immediate need at lowest price) and systematic sourcing (long term contracts and close relationships). The resulting four categories of electronic marketplace are shown in Figure 1 . Maintenance and repair output (MRO) hubs and yield managers are non-industry specific categories. The former refers to low value goods with high transaction costs and the latter to common operating resources such as manufacturing capacity, manpower and electricity. The industry specific categories of catalog hubs and exchanges refer to the purchase of non-commodity manufacturing inputs and commodity purchases respectively. The dynamism of the market makers, seeking to survive in an overcrowded environment, has led to a blurring of these categories and marketplaces can now offer trading mechanisms to support one or more of the categories in the model.
Classification models
Kaplan and Sawhney also make the important distinction between aggregation and matching mechanisms. The former is static in nature with fixed prices and either pre-negotiated contracts or metacatalogues. This is in contrast to the matching mechanism where prices are dynamic and buyers and sellers are fluid. Matching is a far more complex mechanism, but here again, the development of software and the increasing experience of market makers are contributing to greater accessibility. Sculley and Woods (2001) A third model by Piccinelli et al. (2001) takes a different approach and its four categories of e-marketplace are based on the level of automation and the impact of pricing models ( Figure 2) . By using the level of automation as a criterion, it is possible to distinguish the complexity of the different types of marketplace, which is a useful guide when technological capabilities are important. This model also recognises that other services offered by electronic marketplaces beyond those of buying and selling have an impact on pricing and sales. This corresponds with Raisch's (2001) second phase of e-marketplace evolution where the focus on transactions and e-commerce evolves into provision of value-add services which support the transaction. This will have an influence on the selection of an e-marketplace by a prospective buyer who is seeking more than a trading mechanism. In contrast to the more complex models, Choudhury et al. (1998) confine their differentiation of marketplaces to the level of service required by the buyer: identification of a possible supplier, selection of a specific supplier or execution of the full transaction process. This distinction has the advantage of clarity, but it does not take into account the benefits that may be found in the value-add facilities which are a particular feature of the community portals described by Piccinelli et al. (2001) .
The classifications of electronic marketplaces vary in the extent of their Figure 1 Kaplan and Sawhney's B2B matrix complexity and the aspect from which they are developed (procurement methods, transaction mechanisms, level of automation, etc.). While they contribute to an understanding of how different trading hubs have developed, these classifications do not allow for the dynamic changes taking place in the online trading environment, which are driven, in part, by the fierce competition among market makers to survive in the current period of consolidation. The facilities offered by many e-marketplaces incorporate a whole range of the categories identified by current classifications which therefore cannot support the decision making processes of prospective participants.
Research approach and methods
To determine the significant issues in the e-marketplace selection process, a content analysis approach has been used. Content analysis is a rigorous research technique and can be defined as ''any technique for making inferences by systematically and objectively identifying special characteristics or messages'' (Holsti, 1968, p. 608) . The first step in conducting a content analysis is to formulate a research question or theory. In this research, the central research question is ''what are the critical decision-related issues that are part of the selection of an e-marketplace''. The researchers must then define the scope of the data used for analysis which is typically text-based communications; often field notes or interview transcripts and, as in this case, practitioner articles, academic sources and Web sites. Within the process the categories of analyses and the unit of analysis (such as word, sentence or theme) are defined and the data classified according to objective rules. Content analysis can take a quantitative or qualitative approach. In our study, the approach used is qualitative in that the primary aim is to determine the range of significant issues rather than a ranking of issues (Berg, 2001) . Content analysis as a research method is substantially different to a basic academic literature review in that the researcher is searching for predetermined themes and uses the material as data. There are checks within the method for validity and reliability, one of these being the iterative cycle of analysis.
The practitioner articles were taken from both online sources (e-zines, electronic periodicals and journals, business research reports and electronic marketplace Web sites) and offline sources (business periodicals, newspapers and the technical press). A content analysis was made of over 100 articles from these sources and the results were collated. The practitioner literature reports the communication and dialogue ongoing in the business environment and is a valid source of data to analyse how the electronic marketplace environment is developing. Where possible the results of the content analysis have been supported from academic sources, but the very dynamism of the electronic marketplace environment requires a broader approach to be taken. 
The analysis
The content analysis identified several critical decision-related issues relating to the selection of an electronic marketplace. These issues fall into three areas of consideration; internal company factors, business drivers of the electronic marketplaces and facilitators that contribute to the likely success of an e-marketplace. In addition to these three areas, issues relating to the macro environment within which every organisation must operate are highlighted. The discussion is used to formulate a framework that contributes to the selection process of a prospective e-marketplace participant seeking to purchase goods and services.
The macro environment
The business environment in which a company operates will always have an effect on strategy and decision making at many levels. This is perhaps particularly true in the current environment where the Internet has had a radical effect on the workplace and the marketplace (Raisch, 2001) . External factors that have some impact on the selection of an electronic marketplace are highlighted here as these factors may raise issues that have an influence on the decision making process:
Legislation. Companies need to have an awareness of legislation that affects either their specific industry or any e-marketplace they may be considering. For example, Covisint (http://www.covisint.com) was the subject of a report by the Federal Trade Commission (2000). Globalisation. The perception of globalisation that has arisen around the Internet does not apply to all aspects of B2B commerce (Carter et al., 2000) , but there are many aspects to operating abroad including import/export restrictions, local laws, language and currency.
Technology. According to Downes and Mui's (1998) The company -internal factors affecting participation Many studies have confirmed that the level of dedication in adopting new technologies is dependent on the leadership of an organisation. The CEO/senior executives' role in the process is crucial to the success of the move, particularly in electronic commerce (Morgenthal, 2001) where the depth of commitment to virtual supply chains and e-procurement cannot be achieved without across-the-board changes. Grewal et al. (2001) classify the nature of firms' participation in terms of the passive, expert and exploration states. Firms in the passive state maintain a presence in the electronic market, but are ''unwilling to expend the cognitive, physical or financial resources'' required to adjust to the electronic business environment, while firms in the expert state are committed and experienced in electronic commerce. In contrast, firms in the exploration state are trying to understand the nature of the environment, how they can best adapt to it and what resources they need to do so. When making decisions on which e-marketplace to participate there are several internal issues that these ''exploration state'' firms need to consider.
Motivation for participation
The motivations for participation are many and some will circumvent the selection process, thereby hindering the benefits that can be gained from an informed decision. However, motivation can affect the long term activity of participation (Grewal et al., 2001) and have a forceful effect on the will to succeed in the electronic environment. (Bakos, 1991) . Selection remains within the scope of the firm.
Controlling procurement spend across the company. This may influence selection of an e-marketplace that offers specific features such as integration software which sets predetermined purchasing parameters across the company.
Company resources
The size of the company, its market, its geographic extent and the size of the purchase will influence the choice of marketplace. For example, Freemarkets (http://www.freemarkets. com) trades with Fortune 1000 companies while RetailXchange (http://www.retailXchange. com) targets small local stores within the USA. Smaller companies may not have the resources to participate in a global market and should consider the benefits of an e-marketplace that caters to their geographic area and enables them to buy locally. The complexity of some markets may be beyond the IT capabilities of some firms, which will need to consider their technology resources. For larger firms technology resources may affect decisions regarding compatibility and back end integration.
Reason for buying
Although there is no evidence to make a definitive correlation between different transaction mechanisms and the type of goods or services purchased, the reason for the purchase of a product or service can affect the selection of the e-marketplace. The urgent requirement for a vital spare part demands a different level of service from the requirement for spare parts for regular maintenance work.
The former may influence participation in a specialist marketplace such as ILS (Choudhury et al., 1998) while the latter may result in membership of an e-marketplace that aggregates catalogues. Firms seeking new relationships for the supply of direct goods may move into a vertical e-marketplace, which hosts negotiations and supports buyer/seller relationships, to search for new suppliers. This same firm may select a horizontal marketplace offering auctions when seeking to renew its cleaning contract.
Degree of outsourcing required
The degree of outsourcing may be influenced by the reason for buying and should be considered in conjunction with it (Tumolo, 2001) . As discussed by Choudhury, the level of service required by participants in ILS is mainly confined to identification of a supplier. A buyer that requires full execution services, including settlement and delivery for catalogue purchases can either select a marketplace that offers these services or negotiate third party contracts for settlement and delivery.
Level of value-add services
The level of value-add may have a large influence on the selection of an electronic marketplace, particularly for a firm that is seeking a community membership. The range of services found is very broad and can be very specialised. For example, a company seeking to buy from an overseas market may seek an e-marketplace that can offer facilities such as language options, currency and import advice and specialised settlement services. It is these types of services that may influence the final decision on marketplace participation according to the requirements of the individual firm (Raisch, 2001) .
Relationships
The nature of many of the requirements of a company's move to participate in the electronic environment centre around the question of relationships. The move to fewer but closer relationships in the supply chain has been the focus of many studies (Bakos, 1991; Clemons et al., 1993; Hess and Kemerer, 1994) and there have been arguments for and against the continuing role that intermediaries need to play (Bakos, 1998; Choudhury et al., 1998; Sarkar et al., 1995 Sarkar et al., , 1996 . Electronic markets reduce the cost of searching for new suppliers (Bakos, 1998; Clemons et al., 1993; Malone et al., 1987) and both support existing relationships and allow for new ones to be formed. Many firms follow existing partners into the electronic environment; indeed, this is one of the advantages that industry consortia marketplaces have in the competition to achieve critical mass when companies such as Ford bring their many suppliers to the marketplace (http://www.covisint.com). The dominant partner has the advantage in selecting the marketplace, but may lose their superior position once both firms are established in a marketplace that offers many opportunities for new relationships to be formed. Alternatively, for purchases that do not require a relationship, an e-marketplace that has achieved critical mass offers a wider supplier base than may be available to a firm offline. Once the internal factors that affect a firm's decision to participate in the electronic marketplace environment have been identified, the business drivers of electronic marketplaces should be considered to allow for the identification of prospective marketplaces that fit the requirements of the company.
The marketplace -business drivers
Electronic marketplaces have characteristics that determine how they function and operate. These business drivers require careful identification to ensure that the selected marketplace is capable of fulfilling the requirements of the participating company.
Ownership models
Ownership models have become more diverse as the number of e-marketplaces has increased. Earlier market makers were often independent companies (dot.com start-ups or technology companies), financed by venture capital and operating in industries where the founders had some expertise (e.g. http://www.egreencoffee. com and http://www.58K.com) or operating as horizontal markets (e.g. Freemarkets). These market makers were followed by large multinational organisations investing in partnerships to form unprecedented collaborations with competitors to launch industry specific marketplaces such as Covisint in the automobile industry (http://www. covisint.com) and Quadrem in the mining and metals industry (http://www.quadrem.com). More recently, the business press has highlighted the increase in the number of private marketplaces where large organisations such as Volkswagen and Sikorski invest in and host their own marketplaces, thereby retaining control of the facilities they develop and offer to suppliers (Fox, 2001; Konicki amd Whiting, 2001 ). At present, these private marketplaces require a large investment of resources, money and time and are, therefore, beyond the range of many firms, although the development of off-the-shelf software may enable less complex versions of these private marketplaces to be developed. There has also been an increase in the number of government e-marketplaces. These fall into two categories: e-procurement hubs for government and government hosted sites to support and encourage e-commerce in local and national areas (for example, in Western Australia, http://www. ecommercecentre.online.wa.gov.au).
The type of ownership of an electronic marketplace may have an impact on a buyer's decision to participate, particularly if the ownership is perceived to affect the independence of the marketplace. For example, a company may choose an independently owned trading hub in preference to a consortiaowned marketplace when making direct purchases. Others may avoid an independent marketplace that is not perceived to display in-depth industry knowledge or which is reported not to have substantial financial backing that is a hallmark of the multinational consortia-backed marketplace.
Transaction mechanisms
While many e-marketplaces have a variety of transaction mechanisms in place, others specialise in one or two, such as Freemarkets (http://www.freemarkets.com) with auctions and Grainger (http://www.grainger.com) with catalogues. The decision over which transaction mechanism to use for a particular type of purchase, therefore, influences the choice of marketplace. However, as electronic marketplaces evolve, changes in the way firms are sourcing their goods take place and it is anticipated that they will continue to adapt to changing market developments. Therefore, a generalised list of types of purchase against each transaction mechanism is meaningless as market makers develop their transaction mechanisms and firms attempt to find the methods best suited to their individual needs. Nevertheless, there are issues relating to each method which are discussed to highlight their advantages and disadvantages. The wide variety of transaction mechanisms advertised by electronic marketplaces are grouped under four headings for clarity: (1) Catalogues. The conventional view of a supplier's catalogue has not been entirely dispersed by the facilities offered by online catalogues. E-marketplaces that offer catalogue services do so at a range of levels from simple representation based on the print catalogue model to multiple supplier catalogues and complete sites such as Amazon. A major breakthrough in catalogue usability came with the CD-ROM and its search facilities, but it was the advent of the Internet Electronic Product Catalogue (IEPC) that changed the extent of the functionality of catalogues. IEPCs offer information, the ordering of goods and services, payment facilities, customer support, feedback and participation in corporate activities, (Stanoevska-Slabeva and Schmid, 2000) but retain the specific tasks of product representation, classification and search. In the Internet environment the static nature of the pricing structure of a catalogue is alleviated by the ability to dynamically control the price by continued updating. Catalogues largely retain their offline uses for the purchase of MRO items, particularly for large volume, low price standardized goods, although B2C commerce is showing that they have potential to service a wider range of goods (Baron et al., 2000) . (2) Auctions. Auctions are the most visible face of B2B electronic marketplaces with awareness of them heightened by the coverage of high profile companies in the B2C market such as eBay (http://www. eBay.com) and Yahoo (http://www. auctions.yahoo.com). Problems of bidding manipulation and fraud have been addressed by companies in the consumer market in a variety of innovative ways including rating systems and escrow services (Kollock, 1999; Smith et al., 1999) and the B2B auction companies have been careful to learn from this. There are more than 30 different auction formats currently in use in B2B and B2C e-marketplaces (Davis, 2001) , although the most common remain the seller-driven auction, based on the conventional auction house method, and buyer-driven reverse auctions. The dynamic pricing of auctions can be tempered by weighting factors to tailor them more to the needs of the tendering firm, making them a more flexible transaction mechanism than might first appear. For more complex bids, the tendering process can take many months to organise if the full benefits of an auction with multiple, well informed bidders are to be gained. Auctions can be operated via open bidding to all participants in an electronic marketplace or to selected bidders who are invited to attend. Freemarkets is an example of the latter model working closely with buyers in the tendering process and in identifying potential suppliers to be invited to the auction.
A significant proportion of goods auctioned in the business to business market to date have been direct purchases related to the core activity of the purchasing firm (Davis, 2001) . Indirect goods are also auctioned (for example, in the newly deregulated utilities markets where partnerships have not yet formed) and there is a move towards more auctioning of service contracts (Lucking-Reiley, 2000) . In addition to new goods, there are a number of marketplaces that deal specifically in the disposal of surplus inventory or assets through the auction mechanism (Chui and Zwick, 1999) .
There is little empirical evidence to suggest that there is any one type of good or service that is particularly well suited to the auction mechanism. Other factors such as asset specificity are no longer automatic barriers to the auction process as downloadable documents and multimedia facilities have the ability to enhance the tendering process. However, issues such as confidentiality and the benefits of collaborative planning would lead to a greater need for a close relationship between buyers and suppliers and such relationships remain an important factor in the selection decision of a transaction mechanism that could support them. (3) Negotiation. The negotiation model supports the posting of bids or quotes on the marketplace and allows for responding businesses to make their offers. In most cases the firms remain anonymous until a bid or quote is accepted and the two parties are connected by the host marketplace. In some cases, the e-marketplace accepts the full role of intermediary and the firms remain anonymous. The flexibility of the negotiation model allows for the bid/tender to be as complex as required on an individual contract basis and many marketplaces allow for further negotiation on the original offer to take place between the two parties (e.g. http://www. PaperSpace.com). The negotiation model can be used for one-off contracts or may form the preliminary steps in seeking and establishing new longer term relationships. The facilities offered by the marketplace may extend to full execution, including financial and logistical services. However, more specialist marketplaces may offer only identification or selection services where their role of intermediary is more limited (Choudhury et al., 1998) , reflecting the level of settlement and delivery complexity that may exist for a contract negotiated through this trading mechanism. (4) Exchanges. The exchange transaction mechanism closely resembles the offline trading exchanges for commodities and near commodities and hosts competitive, anonymous bidding between buyers and sellers. To protect the integrity of the market, exchanges provide financial and logistical services to prevent the failure of settlement (Sculley and Woods, 2001) .
Facilities
Market makers seek competitive advantage to attract participants and maintain profits (Bakos, 1991) and use value-add facilities to increase their attractiveness. These facilities range from information services such as a listing of industry events, industry research papers, tutorials and news, to transaction orientated facilities offering a number of services such as insurance, completion of customs paperwork, data warehousing, transaction tracking and escrow. Some market makers adopt the community site model which offers, in addition to transaction mechanisms, a full range of facilities (bulletin boards, chat rooms, job vacancies, business services, etc.) relevant to a specific industry, the benefits of which are well documented (Hagel and Armstrong, 1997; Standing, 2001) . The ability of an e-marketplace to fulfil participants' needs is an indication of how well the market makers understand their market and will enable them to differentiate themselves from competing marketplaces. As technology develops, a number of services will develop strategic importance for participants such as design collaboration, automated purchasing and data warehousing and income streams will shift from transaction fees to service fees. In the early stage of participation a firm may disregard the value-add services and underestimate the potential ability they have to contribute significantly to participating firms.
Once one or more electronic marketplaces have been identified that have acceptable characteristics to the prospective participating organisation, a consideration of the factors relating to an e-marketplace's ability to facilitate a company's participation is required. This will enable an assessment of the facilitators that contribute to the attractiveness and stability of an individual marketplace.
The e-marketplace -facilitators
Key success factors of e-marketplaces have previously been identified (Standing, 2001 ) as contributing to the likelihood of survival in a period where consolidation of marketplaces is anticipated (Forrester Research, 2000) . The content analysis has highlighted issues related to these factors which facilitate a company's experience in the e-marketplace and enhance the probability of continued participation.
Critical mass
An e-marketplace requires liquidity to function effectively and attract more participants.
Therefore, a degree of transparency is required to show which firms are already participating and to give some indication of the size of the market the trading site is already servicing and aims to service. Prospective participants should assess their compatibility with buyers and suppliers already participating in an e-marketplace. The drive to achieve critical mass should not impinge on the quality of the marketplace, which might be reflected in the brand names carried by the market makers, strategic partners or other participants or, alternatively, in a method of vetting participants.
Income streams A variety of income streams are available to electronic marketplaces including: transaction related fees; membership/licensing fees; sales of industry information; value-add service fees; advertising and marketing; sales of accumulated marketing data.
Transaction fees usually apply to sellers and rates can vary considerably, although their use in B2B sites is declining as market makers seek to attract more suppliers to the online environment (Aberdeen Group, 2001 ). However, they can be more attractive than membership fees for new participants who are reluctant to commit to one marketplace in the early stages of e-purchasing and consequently seek to keep switching costs to a minimum. Consideration of other forms of income streams relate to individual requirements (value-add and information fees), quality considerations (advertising and marketing) and risk of invasive marketing (sales of marketing data).
Security
Security remains the biggest concern of firms moving to the electronic environment (Gartner Consulting, 2000) . Market makers use strategic alliances and partnerships with security firms to ensure a high level of security for sensitive commercial information, and these alliances, along with any security statements, should be checked for validity by new participants.
Technology infrastructure
There are several issues related to the technological infrastructure of an electronic marketplace and while some are related to the question of global standards and complexity, others require participants to assess their own requirements. Larger, more complex e-marketplaces often have proprietary software (e.g. Freemarkets and Covisint), while smaller marketplaces may be Web-based (e.g. http:// www.egreenbizz.com, and http://www.58K. com). A participant's IT capability, the resources it is able to devote to e-procurement and the degree of integration required will have a strong influence on the selection of an e-marketplace, particularly in the early stages of participation.
Relationship management
Relationship management relates to both trust and privacy issues in the electronic environment. The former is less tangible and covers a range of issues, but can be signalled using criteria based on those outlined by Smith et al. (1999) in relation to business-to-consumer e-marketplaces: Online community facilities allow interaction and the sharing of positive references (Kollock, 1999) . Links from other trusted sites. Unbiased product information from third parties. Existing reputation (brand name).
Privacy issues, on the other hand, are concerned with the maintaining of industry relationships and safeguarding sensitive information and are only signalled when there is a breach.
Fulfilling participants' needs (value-add)
Value-add services are considered within the context of the electronic marketplace business drivers (see above) as it is considered that the potential for knowledge sharing and collaboration will become less a matter of a participant's choice and more of a strategic necessity (Raisch, 2001; Standing and Stockdale, 2001 ). This elevates the value-add factor to that of a business driver rather than a facilitator.
Discussion
There is a need for a more holistic view of the strategic and decision making processes regarding participation in electronic marketplaces which are more complicated than any one of the articles or the classification models would suggest. The content analysis has identified the issues raised by both practitioners and academics for organisations considering participation in an e-marketplace for purchasing purposes and also the issues which need to be considered within the macro environment of the participating organisation. In addition to contributing to a better understanding of the e-marketplace environment, this study has enabled the development of a framework (Figure 3 ) to aid clarity in the decision making processes. It incorporates the various contexts that require to be addressed in the decision making process of buyers and allows for a sequential consideration of the issues to support the selection of an appropriate e-marketplace.
The first stage in the decision making process should determine the internal requirements of the organisation. The accessibility of Internetbased marketplaces could potentially lead an organisation to select an electronic marketplace that does not meet its needs because its internal requirements have not been fully recognised. A random selection that does not meet the requirements of the firm will result in an unrealistic evaluation of participation and fewer benefits being realised.
Once an understanding of internal company motivations, resources and requirements has been achieved, the second stage involves relating them to the business drivers of the individual e-marketplaces which define the characteristics of how these e-marketplaces function and operate. The transaction mechanisms will be of particular importance to support the reason for buying, the degree of Figure 3 Framework for the selection of an electronic marketplace for purchasing purposes outsourcing and the level of relationship required. An e-marketplace that only offers auctions will not be suitable for a company seeking high asset specificity goods with a close supplier relationship. However, an e-marketplace that offers the full range of transaction mechanisms may be too complex or require too much commitment from a company that seeks only to find new suppliers of electricity in a deregulated market.
The e-marketplace facilitators should be examined once the prospective electronic marketplaces with appropriate business drivers have been identified that suit the internal needs of the company. This final stage involves the assessment of individual marketplaces for factors that contribute to the company's participation experience.
These e-marketplace facilitators are indicators that the marketplace has addressed the critical success factors that are likely to lead to success in the increasingly competitive world of electronic marketplaces. Critical mass is not only essential to the survival of the e-marketplace, but also provides the attraction of a large base of suppliers to a prospective buyer. The issue of income streams remains a difficult area as market makers seek to find the optimal solution between membership fees, transaction fees and other forms of income. Prospective participants will need to consider whether an e-marketplace's charges are acceptable both to their own organisation and as an indicator of the e-marketplace's business model. For example, an organisation may find advertising acceptable when it is new to the environment and its reasons for participation are related more to legitimacy motives (and low costs) than a real desire to move to e-procurement. Alternatively, an organisation seeking long term e-procurement solutions may be less concerned with potential switching costs in the future. Such an organisation may also be more prepared to commit to proprietary software and a higher degree of integration with an electronic marketplace.
Security remains the main issue of concern, especially in marketplaces that support a greater degree of integration and financial support. Market makers are rightly sensitive to the threat of security breaches, which could be disastrous in destroying any level of trust among participants. Privacy and security statements abound on e-marketplace Web sites and are no guarantee of quality. Familiarity with brand names can induce a greater perception of trust in this area and, rightly or wrongly, the names of strategic partners or even other participant organisations can contribute to this.
The additional issue of value-add services runs through all three levels of the framework. An organisation needs to consider what it requires in the way of additional services, but many are unaware of the range of services that the different e-marketplaces offer and the costs of such services. E-marketplaces develop value-add services to meet their participants' needs; a long term and often expensive process. As technology becomes more standardised and electronic marketplaces develop and replicate business models, competitive advantage will come from participants' perceptions of additional quality. Many electronic marketplaces are already drawing on the community site model (Hagel and Armstrong, 1997) and it is anticipated that value-add services will be a major factor in the success of surviving e-marketplaces.
There is no evidence to suggest that there are an optimum number of electronic marketplaces in which a company should participate, although many of the industry consortia see their sites as ''complete solutions'' (e.g. Quadrem). However, in the immature, dynamic electronic environment, with its multiple marketplaces, varying business models, conflicting experiences and climate of consolidation, there are several arguments for firms to participate in more than one marketplace (Raisch, 2001; Tumolo, 2001 ). This would enable them to engage in different transaction mechanisms, to gain broader experience of what works for their own firm and reduces the risks involved if an e-marketplace should close or merge (Tumolo, 2001) .
Limitations
More empirical evidence is required to test the proposed framework developed in this paper, particularly from companies without the resources to develop an extensive e-procurement strategy internally.
The framework proposed in this paper, while supporting the selection process of prospective buyers seeking to participate in an electronic marketplace, cannot address all the complexities of the procurement function. There is a separate set of issues related to these complexities and their integration with the enterprise strategy of an organisation and not all the outcomes are evident at this time. For example, there are difficult issues at both company level and within the e-marketplace on the implications and results of the global versus local debate.
The framework provided can be used to support the decisions of firms seeking to participate in electronic marketplaces as buyers of goods and services. The framework does not support the participation of suppliers. Although many of the issues raised are relevant to both suppliers and buyers there are differences in the approaches to be taken and further work is needed to identify the specific needs of suppliers.
Conclusions
The rapidly evolving environment of the electronic marketplace raises many issues that affect the ability of companies to gain the benefits of participation. Classifications have been drawn up to clarify this complex environment to encourage participation from buyers and sellers, and explanations of the models and mechanisms are numerous. However, there are several factors that should be considered by companies before selecting marketplaces in which to participate. These factors go beyond the scope of the classifications, and depend on internal conditions, the marketplace environment and the compatibility of the individual marketplace's profile with the prospective participants' requirements. This necessitates firms seeking to participate in electronic marketplaces to be very clear about what they wish to gain from participation in relation to their resources and requirements. Where factors are circumvented in the selection process, such as in the motivation to participate, this may inhibit the gaining of the advantages available. The evolving nature of the electronic e-marketplaces is recognised by the selection framework which relates each requirement back to the prospective participant. However, every selection will require constant evaluation to ensure that participating firms continue to assess their own changing needs and also profit from the dynamism of the environment where further benefits will be attainable as e-marketplaces mature.
